
SOMERVILLE MANAGEMENT INITIATIVES
Mayor Joe Curtatone, City of Somerville

93 Highland Ave, Second Floor
(617) 625-6600 ext. 2103

SomerStat (Launched September 2004): 
Institutionalizes regular forums among key decision-makers to help 
departments identify problems early, assess success of service delivery, 
determine opportunities for improvement, and overcome obstacles faced 
with implementation of reform.

Program-Based Budget (Initiated September 2004): 
Links cost and revenue to departments’ service delivery activities and 
goals.

311 Call Center (Launched December 2005): 
Provides data on departments’ service demand and delivery that can be 
linked to cost and used to measure departmental performance.
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3. SOMERSTAT: What happens before, during, and after meetings?
TASK LIST: BRIEFING NOTES:

PRESENTATION:

Before the Meeting…
1. SomerStat prepares 

materials with 
Departments, based 
on their data, 
outstanding tasks, and 
ongoing projects/goals; 
and

2. E-mails materials to 
panel and presenter on 
day prior to meeting.

At the Meeting…
1. Panel reviews current Task List;
2. Discusses financial and personnel data;
3. Discusses service data (if available); and
4. Discusses projects and issues.
After the Meeting…
1. SomerStat updates Task List database and 

distributes personalized lists each Friday;
2. Discusses issues in daily meetings with Mayor; 

and
3. Follows-up on tasks in bi-weekly or weekly dpt. 

meetings and through calls and other meetings.



4. SOMERSTAT: Progress to Date

SOMERSTAT MEETINGS PROGRAM:

CURRENT
Traffic & Parking 9/23/04 (monthly)
Public Works 9/29/04 (bi-weekly)
Police 10/21/04 (bi-weekly)
Fire 10/27/04 (monthly)
IT 11/4/04 (monthly)
Personnel 11/9/04 (monthly)
Environmental 3/31/05 (monthly)
311 4/28/05 (monthly)
Youth & Rec 7/27/05 (monthly)
Library 9/14/05 (bi-monthly) 
Health 9/27/05 (monthly)
Inspectional Services 10/5/05 (monthly)
Capital Projects 5/9/06 (monthly)
SPCD 9/15/2006 (weekly)

FUTURE
Law
Finance
City Clerk
Council on Aging
Veterans
Grants Admin.
Elections
Communications
Arts Council

Current departments’ budgets 
account for 93% of the City’s 
operational budget. 



5. SOMERSTAT:  What is the SomerStat problem-solving cycle?

SomerStat analyzes data from administrative systems and 
prepares reports:
• Financial (Expenditures & Revenue) Data
• Service Operations Data
• Personnel Data

AT MEETING: Panel uses SomerStat’s analysis 
to identify problems and opportunities.

SomerStat works with departments to investigate those 
problems and opportunities that have been identified.

AT MEETING: Panel discusses new analysis 
and agrees on plan.

SomerStat monitors implementation of plan going forward, 
updating at meetings.



6. SOMERSTAT:  Sample Slides – Financial & Personnel Data 



7. SOMERSTAT:  Sample Slides – Service Data & Projects



These analyses led to:

1. Efforts to increase recycling and lower energy use 
through new Environmental Indicators meetings;

2. A focus on better projections of energy use for FY06 
and an effort to get consolidated, digital NSTAR bills;

3. A requirement that homeowners requesting 
construction permits for work exceeding $5,000 
demonstrate where they will dispose of trash (rather 
than put it in City trash);

4. A plan to hire code enforcers in FY06;

5. An analysis of Somerville’s Waste Transfer Station 
contract.

8. SOMERSTAT:  Sample Slides – DPW OM Spending

Monitoring of DPW OM Spending,
led to an analysis of increased FY05 
tipping fees and energy use.



9. PROGRAM BUDGET: FY06 Activity/Program Budget

With the help of KSG 
Professor Linda Bilmes’ 
Accounting classes in three 
different semesters, all City 
departments prepared a 
program/ performance-based 
budget. The Rappaport 
Institute helped facilitate the 
project.

The budget provides a plan, 
goals, and performance 
measures for the 100+ 
functional areas of the City. 



10. PROGRAM BUDGET: Step 1: Reviewed Line Item Budget



11. PROGRAM BUDGET: Steps 2&3: Identified Programs & Activities

Programs

Activities



Annual Census Election 
Management

Voter 
Registration/ 

Absentee Ballots

Public 
Records

Total 
(should = 

100%)

Position Name
Chairman Nicholas Salerno 10% 65% 5% 20% 100%
Dep. Election Comm Louise McCarthy 25% 60% 10% 5% 100%
Ass. Election Comm Edna Murray 35% 20% 40% 5% 100%
Sr Clerk Jean Rogers 35% 20% 40% 5% 100%

Sarah Dinan 35% 30% 35% 100%
Election Commission Anthony J Alibrandi 5% 95%
Election Commission Laurinda Bedingfield 5% 95%
Election Commission Emily Pero        5% 95%
FTE 1.05              1.65             0.95                 0.35          4.00       

Account Number Description

52620 Repairs - Tools & Equipment 40% 40% 20% 100%
52710 Rentals-Buildings 100% 100%
52730 Rental Vehicles 0%
52760 Rentals Office Equipment 0%
53000 Professional & Technical Svc. 100% 100%
53060 Advertising 100% 100%
53420 Postage 95% 5% 100%
54200 Office Supplies 15% 75% 10% 100%
54201 Office Equipment 16% 48% 16% 20% 100%
54210 Printing and Stationary 15% 77% 6% 2% 100%
54240 Books and Bookbinding 100% 100%
54900 Food Supplies and Refreshment 100% 100%
57100 In State Travel 100% 100%
57300 Dues and Memberships 100% 100%
57870 Census 100% 100%

% Time Allocated in Each Program

PERSONAL SERVICES: Please allocate percentage of time 
spent on each program by employee based on spending 
from Personal Services.

ORDINARY MAINTENANCE: Please distribute ordinary 
maintenance costs to the programs to which they 
correspond.

12. PROGRAM BUDGET: Step 4 – Allocated Resources to Programs

From % allocations, derived spending on each program



13. PROGRAM BUDGET: Step 5 – Used Budget for Decision Making
From 10/29/05 SomerStat Meeting on Police Detail Office



14. NEXT STEPS: Future SomerStat Initiatives

Initiative Planned Start Date
•Follow-up with regional cities and towns who 
are launching “Stat” programs or call centers to 
compare notes and establish benchmarks.

Winter 2006

•Launch SchoolStat and carry out activity 
based costing in schools.

Winter 2006

•Extend activity-based costing model so that 
City has real-time data on cost per service 
output.

Spring 2007

•Pilot “Stat” meetings that allow for 
consolidation of Somerville-related data from 
different levels of government and local 
businesses or non-profits (e.g. MBTA, DCR, 
DSS) and coordination on service delivery to 
Somerville residents.

Summer 2007



15. 311: What is 311?

DPW
T&P

Health

Mayor

City Clerk Auditing

Police

311 Call Center

Web Based Service Request Portal

•Launched in December of 2005, 
Somerville’s 311 center and CRM system 
allows employees, citizens, and City 
Aldermen to submit work requests via the 
web or the 311 phone line and to monitor 
their completion.



16. 311: What were the key decision points? 



17. 311: What are the hours and scope of Somerville’s 311?

•Main 311 call center is open 8:30 to 4:30 p.m. each day, and until 7:30 
p.m. on Thursdays;

•311 takes all of DPW’s calls and general informational calls;

•311 will take all of Traffic and Parking’s calls later this month, including the 
processing of many of T&P’s transactions;

•After hour calls are routed to the 
Police Department’s console 
operators;

•If an operator is on break, the call 
goes to an external, contracted after-
hours call center;

•Urgent after-hour calls are dispatched 
and those that can wait are entered 
into the CRM for response when 311 
opens the next morning.



18. 311: What technology did it take to start 311?

•CRM (customer relationship 
management) software;
•Work order software that allows 
departments to dispatch work requests 
and analyze for prioritization;
•311 functionality from all local and 
wireless providers;
•Call monitoring and call auditing 
software;
•High quality content management for 
web site and web traffic tracking 
capabilities. 



19. 311: What helped Somerville succeed? 

•Designee from Mayor’s Office rolled 
out program;
•After planning period, we hired a 
professional call canter/operations 
expert to run center;
•Hired non-union Customer Service 
Representatives;
•Director applies private sector 
principles to call center management;
•Director has high-profile position and 
participates in SomerStat and Mayor’s 
meetings.



20. 311: How do we use 311?

•Data on calls and work requests 
to 311 are discussed in 311 and 
other departmental SomerStat 
meetings.



21. CUSTOMER SERVICE: How does initiative build on SomerStat?

Expands SomerStat Culture throughout City: Extends 
SomerStat data-driven problem solving to residents and front-
line staff;

Fills Data Gaps: Greatly increases data available for problem 
solving by providing real-time feedback on City’s core work;

Reinvests Savings: Over time, will reduce costs of service 
delivery, allowing City to reinvest savings in initiatives that 
further improve service or reduce cost, perpetuating the 
positive SomerStat cycle;

Models Innovation: Breaks new ground in municipal 
practices, allowing the City to continue to test models that can
be implemented elsewhere in the region.



22. CUSTOMER SERVICE: Findings of Summer Rappaport Fellow



23. CUSTOMER SERVICE: Major Goals of Customer Service Initiative

1. Adopt mission statement 
2. Build feedback tools 

•Launch resident mystery shopper program 
•Administer post-transaction surveys 

3. Establish employee training and relations program 
•Launch staff training program 
•Facilitate "Stat" sessions for front-line staff

4. Improve and expand 311 
•Build integrated FAQ database 
•Expand 311 

5. Improve and expand website functionality
•Improve web content 
•Expand web transactions 

6. Increase City’s language capacity 
•Correct flawed interpretation list 
•Establish language line 
•Establish website translation 

7. Improve walk-in service 
•Improve City facilities 
•Study and improve operations 



24. WRAP UP: What have we needed to succeed?

1. Commitment of Mayor: SomerStat and 311 are part of Mayor’s Office and brief 
the Mayor each morning, and are recognized as acting with the Mayor’s authority;

2. Consistency of Message and Meetings: SomerStat and the Mayor’s Office 
quickly developed a stable set of expectations about meetings (e.g. start/stop 
time, hand-outs, agenda, participants’ roles, and follow-up). We have been 
“relentless” about upholding those expectations.

3. Incremental Progress and Use of Existing Data: Rather than wait for 
information systems to improve, we immediately launched SomerStat meetings. 
SomerStat started with a staff of two, MS Office Suite products, and assistance 
from IT. We extract raw data from administrative systems and carry out analysis, 
rather than requiring departments to complete templates. Using existing data 
helps define how we can improve data management systems.

4. Partnerships with Academia: SomerStat can attribute many of its successes to 
academic partners, such as the Rappaport Institute and Professor Linda Bilmes. 

5. Dedicated SomerStat/311 Staff with Specific Expertise: SomerStat staff 
includes people with significant data handling experience. Our 311 director came 
from the private sector with significant call center and operations experience.

6. Leadership of Core Management Departments: The SomerStat process works 
best with core management departments (e.g. Personnel, Law, Finance) who 
provide leadership to other departments. We had a strong staff to play this role.



25. WRAP UP: Can be done on limited resources…

3,
48

7

3,
23

2

2,
87

5

2,
71

7

2,
68

3

2,
53

5

2,
44

2

2,
42

8

2,
42

8

2,
38

6

2,
37

2

2,
34

5

2,
33

7

2,
31

7

2,
16

9

2,
14

1

2,
11

4

2,
02

1

2,
01

5

2,
00

9

2,
00

5

1,
99

6

1,
99

1

1,
88

7

-

500

1,000

1,500

2,000

2,500

3,000

3,500

4,000

BOSTON

CAMBRID
GE

SPRIN
GFIELD

BROOKLIN
E

LA
W

RENCE

FRAMIN
GHAM

NEW
TON

LO
WELL

LY
NN

W
ORCESTER

NEW
 BEDFORD

BROCKTON

QUIN
CY

PLY
MOUTH

TAUNTON

MALD
EN

W
ALT

HAM

MEDFORD

WEYMOUTH

HAVERHILL

CHIC
OPEE

PEABODY

FALL
 R

IVER

SOMERVILL
E

FY05 General Fund Expenditures Per Capita for 50,000+ Population Cities
Source: Massachusetts Department of Revenue Municipal Databank/Local Aid Section

http://www.dls.state.ma.us/Allfiles.htm



26. WRAP UP: Resources

Come Visit SomerStat!
•Arrange to visit a SomerStat meeting and tour 311
•We’d be happy to send any of our databases or templates.

•Contact: Stephanie Hirsch, SomerStat Director, 617-625-6600 
(2103), shirsch@ci.somerville.ma.us.

Other Resources
•Baltimore’s CitiStat (http://www.ci.baltimore.md.us/news/citistat/) 
hosts many visitors from municipalities who are interested in 
CitiStat and 311.

•The Rappaport Institute (http://www.ksg.harvard.edu/rappaport/) 
has published articles and runs workshops relating to “Stat” 
programs.



27. WRAP UP: Visitors to Date

Presentations Made on Management 
Initiatives:
•Brookline Board of Selectmen retreat 
•New Mayor’s seminar at KSG 
•MMA Conference
•MA Government Information Systems 
Association (MGISA) (upcoming)

Responded to Inquiries From: 
•Metropolitan Area Planning Council 
•Minneapolis Mayor’s Office 
•Philadelphia SchoolStat Staff 

Other Collaborations:
•Worked with  KSG professor Linda Bilmes in 
FY07 Budget completion, subject of 
forthcoming Harvard teaching case study, to 
be published nationally.
•Received three Rappaport Fellows over 
three subsequent summers.
•Will be working with New England States 
Region Performance Measurement Project

Visitors to SomerStat and 311:
•Sam Tyler from Boston Municipal Research 
Bureau 
•“Stat” Project Leader from Performance and 
Innovation Unit of the Scottish Executive
•Harvard Professor and “Stat” expert Robert Behn
•Boston City Council President Michael F. 
Flaherty and staff 
•16 city mangers from Ireland and Northern 
Ireland 
•Representatives from the Rappaport Institute 
•Italian visiting scholar Francesco Longo from 
Harvard 
•Team from MIT Sloan School of Management 
•City of Amesbury
•“Stat” Project Manager from San Francisco 
Mayor’s Office 
•City of Waltham
•Department of Conservation and Recreation
•City of Haverhill
•City of Newton
•City of Hartford
•City of Lowell
•MBTA (upcoming)


